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10 December 1987

MEMORANDUM FOR:

Executive Director, CIA

FROM: Robert M. Gates
Deputy Director of Central Intelligence

SUBJECT: Support for the Analyst's File Environment (SAFE)

1. At my direction, the Intelligence Community Staff (ICS) examined
obligations for funding the remaining SAFE program activities and plans for
disestablishing the Consolidated SAFE Program Office (CSPO). Taking the ICS
findings and recommendations into consideration, a Directive, Attachment A,
has been prepared reflecting my decision. In addition to providing specific
guidance for program management and CSPO disestablishment, the Directive
obligates CIA to provide an additional $10.3 million ($7.1 million in FY 1983
and $3.2 million in FY 1989Y) toward completion of the remaining SAFE
Deliveries through user acceptance. A similar contribution of an additional
$8.1 million is required from OIA in FY 1988 to cover the FY 1988 shortfall
and keep the program on track (see Attachment 8).

2. We are moving into an extremely constrained budjetary environment
where neither CIA nor OIA 4111 e in a position to acc:niodate SAFE .cost
overruns. Both agencies should organize themselves in such a way as to
support CSPQ in ensuring that tne program stays #itnin the oounds igentifieu.
The Directive requires C5PU to deliver remaining SAFE Capabilities within
current schedule and estiuated costs. To the aegree necessary, software
developments must be frozen to prevent expenditures from increasing beyond
program levels. It will oe the responsibility of CIA, UIA and CSPO to ensure
that the program is closed out within the budget identified.

3. Achieving a satisfactory and expeditious conclusion to the SAFE
program will require the best efforts of CIA, DIA and CSPO. The financial
drain of SAFE on Agency budgets must De ended. [ solicit your support in
implementing the foregoing measures and in actiuvely monitoring the remainin,
SAFE activity until program completion.

Attachment:
A. SAFE Directive

B. Funding Charts

SECRET
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SECRET

Attachment A

SAFE DIRECTIVE
8 December 1987

Actions to be implemented by CIA, DIA, and CSPO:

].

2.
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CIA and DIA start immediately to prepare for full separation to
be accomplished no later than 1 October 1989.

CSPO prepare a transition plan and schedule by 31 March 1988 that
is coordinated with CIA/DDI and DDA and DIA/US for DUCI approval.

On or before 1 October 1989, disestablisn CSPO and commence
independent development and maintenance activities at each agency.
CSPO continue project management through completion of currently
scheduled development work or 1 October 1989, whichever comes first.

CIA provide an additional $10.3 million ($7.1 million in FY 198

and $3.2 million in FY 1989) toward completion of remaining SAFt
Deliveries 3.2-3.8, Delivery 4, Set 1, and Message Resolution
Processor (MKP) rewrite. Tne $10.3 million CIA commitment will cover
$7.1 million of u>Pu's FY 1988 shortrall of $15.¢ million, $.0 miliion
of FY 1989 development costs and an aaaitional $Z.0 million over
CSPO's estimated FY 1ysy system support costs of $4.9 million,
reflected in Attacnment 3.

DIA provide an additional $3. 1 million in FY 1988 to cover the
remainder of CSPU's 1988 shortfall of $15.< million.

Starting immediately, «SPU adopt an "open ook accounting policy"”

and provide DIA and CIA detailed contract information on vendor
tasking and expenaitures to include montnly tecnnical and managewent
reports from all SAFE vendors to facilitate agency cost accounting ianJ
task management.

CSPO provide montnly program status reporting to tne intelligence
Community Staff/IHC ana PBU, UIA/US, CIA/OUA and CclA/ubl until prograa
completion.

CSPO ensure that there are no changes to the current software
development effort w~itnout approval from both LIA and UIA.

CIA and DIA jointly define SAFE security deficiencies and develop

a compromise plan by | June 1988 for bucl approval to rectify security
shortfalls.

SELRET
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ttachment B
80016-9

CSPO FYB8-FY89 COST-TO-COMPLETE - 2 DECEMBER 1987

REVENUES

PLANNED EXPENDITURLS

HARDWARE PURCHAGLS
MAINTENANCE
CONTRACTUAL SERVICES
TOTAL

NCFICIT
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CSPO FYB88 REPLAN

ORIGINAL FY88 PROGRAM SUMMARY

CIA b e
CIA

18, 806

7.67¢
2,900
7.687
18,254

547

CIA FOR

DIA

7.637
7.637
(7.637)

TOTAL

CIA

18.806

7,672
2,900
15,234
25,896
(7,090)

DIA

28,206

9,515

4,788
22,040
36,343
(8,137)

TOTAL

47,012

17,187

7.688
37,364
62.239
16,227
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CSPO FYBR-TYBI COST-T)-COMPLETE - 2 DECEMBER 1987

REVENHULS

PLANNED EXPLNDLITURLS

HARDWAKL PURCHASES
HMATNTENALCE

CONTEACTUAL SERVICES

TOTAL
by Ioll

YRS PROGRAM SUMMARY

(1A FOR CIA FOR
A DIA
21.213 0
7. 490 0
3.400 0
9,748 525
20,688 525
525 ( 525)

TOTAL
CIA

21,213

7,490

3,400

10,323

21,213
0

DIA

20. 307

Y4, 868
3.859
13,029
21,584
(1.277)
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TOTAL

41,520

12.358
7.259
23.362
42.797
(1.277)
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ICS REVISED

CSPO FY88-FY89 COST-10-COMPLETE -8 DECEMBER 1987

REVERNUES
PLANNED EXPENDITURES

HARDWARE PURCHASES
MAINTENANCE
COMTRACTUAL SERVICES
TOTAI
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FYRS PROGRAM SUMMARY
(REVISED BY ICS)

CIA R CIA FOR TOTAL DIA
CIA DIA CIA

21,213 0 21,213 20, 307
7.490 0 7,490 Yy, 868
3,400 0 3,400 3,859
7,208 3,115 10,323 11,580

18,098 3,115 21,213 20,307

TOTAL

41,520

12.358

7.259
21,903
41,520
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CSPO FY88-FY89 COST-10-COMPLETE - 2 DECEMBER 1987

FY89 DEVELOPMENT

CIéIE\OR CISIZOR T(():}QL DIA

DEL 3.7 75 75 75
NEL 3.8 450 450 1,050
MRP 135 138 135
TOTAL 135 525 660 1,260
DISCRETIONARY Y, 686 4,686 (1.277)
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ICS REVISED

CSPO FY88-FYBY COST-10-COMPLETE - 8 DECEMBER 1987

N

FY8Y DEVELOPMENT
(REVISED BY ICS)

c1é1iou C181£0R T%}ﬁL
DEL 3.7 75 75
NEL 3.8 450 450
MRP _ 135 135
TOTAL 135 525 660
DISCRCTIONARY 2,096 2,096
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DIA

75
1.050

1,260
1.131
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CSPO FY88-FY89 COST-TO-COMPLETE - 2 DECEMBER 1987

FY89 SYSTEM SUPPORT

CIA FOR CIA FOR TOTAL DIA
CIA NIA CIA

INFODATA 1,668 0 1,668 1,668
SI 567 863 863
DEL 3.0/3.1 1,454 1,454 1,454
3.213.2 628
3.4 1,263
3.5 By 342 342
3.6 ' 561
5.7 300
3.8 500
DEL 4.0(SET1) 3,550
MRP 1450 150 150
AIM 5 o 500 500
9927 4,977 11,779
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TOTAL

3,336
1,726
2,908
628
1,263
684
561
300
500
3,550
300
—1.000
16,756
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ICS REVISED
CSPO FYB8-FY89 COST-TO-COMPLETE - 2 DECEMBER 1987

FY89 SYSTEM SUPPORT
(REVISED BY ICS)

CIA FOr CIA FOR TOTAL DIA TOTAL
CIA DIA CIA

INFODATA 1,668 0 1,668 1.668 3,336
SI 86° 863 863 1,726
DEL 3.0/3.1 1,454 1,454 1,454 2.908
3.213.2 314 314 314 628
3.4 631 631 T .b32 1,263
3.5 342 342 342 684
3.6 280 280 - 281 561
5.7 150 150 150 300
3.8 150 . 150 350 500
DEL 4.0(SETY) 1,065 1,065 2,485 3,550
MRP 150 150 150 300
AIM 500 I —_ 200 —200 —1.000
4.577 2,590 7.567 9,189 16,756
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